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SERVICE OPERATIONS ASSIGNMENT — ACTION PLAN

e Specific @ Measurahle o Relevant ° Time bound

!

What is your goal? What do you want to achieve? From what metric? To what metric? By what date?
Example: “I will decrease my 5K run time from 30 minutes to 21 minutes by June 15, 2020.”

o000

Improve fixed absorption percentage from 49% to 60% | will need to increase service department total gross by
$108,274 and body shop department total gross by $47,504 by December 31, 2021

How does this goal align with or support your dealer’s vision?
What are the BENEFITS of achieving your goal? What are the CONSEQUENCES if you don’t?

Why is this goal important to you?

R

The visions for our dealer group is to grow and the only way we can achieve this goal is if each dealership is
profitable. Service absorption is key to profitability.

The benefits are, customer satisfaction, retention, loyalty, and growth. Increased service department gross
profit and pay checks for employees. Technician who are busy are happier, the department has good moral
and people feel satisfied with there work life.

The consequences of a poor or average absorption rate are being dependent on sales as a means of profit and
being vulnerable to volatile sales.

A Well-run service, parts and body shop operations will improve my dealerships profitability, increase customer
retention, dealership moral and bring management team together working cohesively.
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FIXED OPERATIONS 2 — SERVICE

What specific actions or steps will you take to accomplish your goal? What will you do differently or

improve?

For each, be sure to include necessary resources, who is accountable, the measurable result, and dates.

0000

accept all customers

process

START, END, &
SPECIFIC ACTION/ NECESSARY ACCOUNTABLE y '
STEP RESOURCE(S) PERSON(S) EXPECTED RESULT CHECK POINT
DATES

Our focus will be on | Service advisors Service Director and | Selling service not | Start 6/1/21
the retail service who are salespeople | Service Manager taking orders weekly
customer since that |selling service
is the greatest
opportunity for
Start your day with a | Daily CDK reports Service Director and | Knowledge is power, | Start 5/17/21
brief daily sales pulled by Service Service Manager know what is Daily
meeting with your Manager expected of you
service advisors gives you a daily
reviewing goal. Sell more
Evaluate and coach [ Service Director and | Service Director and | Well trained, Start 5/17/21
advisors on their Service Manager Service Manager coached and Daily
walkarounds, their  [time and processes mentored advisors
menu presentations
and their customer
Selling all the hours |Use of MPI to build | Service Director and | This will increase Start 5/17/21
that are available relationships with Service Manager gross profits and Daily
every day, we must |the customers Service Advisor, result in more net
have a focus on Technician, Greeter, | profit.
managing sales Cashier,
Increase customer | WOW the customer [ Service Director and | Improve my Start 5/17/21
satisfaction every time Service Manager dealership Daily

profitability and

increase customer

retention, loyalty and
Adding shifts for Hire tech and work | Service Director and | Being convenient for | Start 8/1/21
service and parts out the schedules Service Manager the customer
department and a process
Don't require Train receptionist Service Director and | Being convenient for | Start 5/17/21
appointments; and advisor on Service Manager the customer Daily
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NADA c.n

SERVICE OPERATIONS HOMEWORK — ACTION PLAN

!

How will you track your progress? Where will you find the information? How often will you check in?

Communicate goals to the team, service manager, parts manager, body shop manager, technicians and
advisors. Track weekly and monthly goals with them and incentives top performers with friendly competition.
Monthly Financial Statement review.

Potential Obstacles? Potential Solutions?
1. How do | communicate all of this information? 1. Review the Following Reports Daily :
Hours per RO
2. How do | ensure that the team is doing what | Service Advisors Closing Ratio
ask? Parts Inventory turns

Technicians Parts Fill Rate
Technicians Inspection Ratio
Advisors Menu Penetration
Dollar Sales per RO

Labor & Parts Margins

2. Create written processes. Walk the
department, lead, coach and train the team to
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BOTTOM LINE! What is the financial impact (expressed in dollars) of achieving your goal?

0000

A gross profit increase of $155,778.00.

CONGRATULATIONS! You’ve accomplished your goal! You added or adjusted policies, procedures, and
behaviors. Now what? How will you ensure you and your staff do not fall back into the previous habits
that produced poor results? Be specific.

Each day in the service department we must have a focus on managing sales opportunities that will benefit the
customers. This will increase gross profits and result in more net profit. Technicians must always be looking for
sales opportunities by performing a complete and thorough vehicle health check with every RO. Service
advisors must always Walk around the customers vehicles looking for sales opportunltles and review the
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	How does this goal align with or support your dealers vision: Improve fixed absorption percentage from 49% to 60% I will need to increase service department total gross by $108,274 and body shop department total gross by $47,504 by December 31, 2021


	2020 National Automobile Dealers Association All Rights Reserved: The visions for our dealer group is to grow and the only way we can achieve this goal is if each dealership is profitable.  Service absorption is key to profitability. 

The benefits are, customer satisfaction, retention, loyalty, and growth.  Increased service department gross profit and pay checks for employees.  Technician who are busy are happier, the department has good moral and people feel satisfied with there work life.

The consequences of a poor or average absorption rate are being dependent on sales as a means of profit and being vulnerable to volatile sales.

A Well-run service, parts and body shop operations will improve my dealerships profitability, increase customer retention, dealership moral and bring management team together working cohesively. 
	SPECIFIC ACTION STEPRow1: Our focus will be on the retail service customer since that is the greatest opportunity for increasing gross profit. 
	NECESSARY RESOURCESRow1: Service advisors who are salespeople selling service
	ACCOUNTABLE PERSONSRow1: Service Director and Service Manager 
	EXPECTED RESULTRow1: Selling service not taking orders
	START END  CHECK POINT DATESRow1: Start 6/1/21
weekly
	SPECIFIC ACTION STEPRow2: Start your day with a brief daily sales meeting with your service advisors reviewing yesterday’s performance and today’s plan for reaching your goals on HPRO, profit margin on parts and labor, up-sell penetrations, and closing ratios
	NECESSARY RESOURCESRow2: Daily CDK reports pulled by Service Manager 
	ACCOUNTABLE PERSONSRow2: Service Director and Service Manager 
	EXPECTED RESULTRow2: Knowledge is power, know what is expected of you gives you a daily goal.  Sell more service.
	START END  CHECK POINT DATESRow2: Start 5/17/21
Daily 
	SPECIFIC ACTION STEPRow3: Evaluate and coach advisors on their walkarounds, their menu presentations and their customer communication skills, the active delivery, “Three C’s” and ensure that the customer’s vehicle is always brought to them.  Make sure advisors are scheduling the customer’s next appointment before they leave.
	NECESSARY RESOURCESRow3: Service Director and Service Manager time and processes
	ACCOUNTABLE PERSONSRow3: Service Director and Service Manager
	EXPECTED RESULTRow3: Well trained, coached and mentored advisors 
	START END  CHECK POINT DATESRow3: Start 5/17/21
Daily 
	SPECIFIC ACTION STEPRow4: Selling all the hours that are available every day, we must have a focus on managing sales opportunities that will benefit our customers
	NECESSARY RESOURCESRow4: Use of MPI to build relationships with the customers
	ACCOUNTABLE PERSONSRow4: Service Director and Service Manager Service Advisor, Technician, Greeter, Cashier, EVERYONE 
	EXPECTED RESULTRow4: This will increase gross profits and result in more net profit.
	START END  CHECK POINT DATESRow4: Start 5/17/21
Daily 
	SPECIFIC ACTION STEPRow5: Increase customer satisfaction 
	NECESSARY RESOURCESRow5: WOW the customer every time 
	ACCOUNTABLE PERSONSRow5: Service Director and Service Manager
	EXPECTED RESULTRow5: Improve my dealership profitability and increase customer retention, loyalty and referrals
	START END  CHECK POINT DATESRow5: Start 5/17/21
Daily 
	SPECIFIC ACTION STEPRow6: Adding shifts for service and parts department
	NECESSARY RESOURCESRow6: Hire tech and work out the schedules and a process 
	ACCOUNTABLE PERSONSRow6: Service Director and Service Manager
	EXPECTED RESULTRow6: Being convenient for the customer 
	START END  CHECK POINT DATESRow6: Start 8/1/21

	SPECIFIC ACTION STEPRow7: Don’t require appointments; accept all customers
	NECESSARY RESOURCESRow7: Train receptionist and advisor on process 
	ACCOUNTABLE PERSONSRow7: Service Director and Service Manager
	EXPECTED RESULTRow7: Being convenient for the customer 
	START END  CHECK POINT DATESRow7: Start 5/17/21
Daily 
	SPECIFIC ACTION STEPRow8: 
	NECESSARY RESOURCESRow8: 
	ACCOUNTABLE PERSONSRow8: 
	EXPECTED RESULTRow8: 
	START END  CHECK POINT DATESRow8: 
	A: Communicate goals to the team, service manager, parts manager, body shop manager, technicians and advisors. Track weekly and monthly goals with them and incentives top performers with friendly competition. Monthly Financial Statement review.
	A_2: 1. How do I communicate all of this information?

2. How do I ensure that the team is doing what I ask? 
	A_3: 1. Review the Following Reports Daily :
Hours per RO 
Service Advisors Closing Ratio
Parts Inventory turns 
Technicians Parts Fill Rate 
Technicians Inspection Ratio
Advisors Menu Penetration
Dollar Sales per RO 
Labor & Parts Margins 

2. Create written processes.  Walk the department, lead, coach and train the team to remain focused on achieving their goals and processes so they can all become top performers. We will not tolerate underachievers, they will be replaced service salespeople.
 

	R: A gross profit increase of $155,778.00.
	S: Each day in the service department we must have a focus on managing sales opportunities that will benefit the customers. This will increase gross profits and result in more net profit.  Technicians must always be looking for sales opportunities by performing a complete and thorough vehicle health check with every RO.  Service advisors must always walk around the customers vehicles looking for sales opportunities and review the vehicle’s repair and maintenance history for other opportunities. These processes will result in recommendations for proper maintenance and repairs.  It will be the task of the Service Director and Service Manager to continually inspect what they expect.  Confirm that the process is being followed and coach, train or replace to ensure that our gross profits continue to grow. 


